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ABSTRACT

Executive fire officers and managers of the Y ork County (Virginia) Department of Hreand Life
Sdety were recently tasked with ensuring that essentid fire and life sfety services were not interrupted
on or before January 1, 2000 as areault of the practice in the information technology industry of usng
only two digitsto represent yearsin aknown century. Computers, software programs, and
technol ogy- based systems using only two digits to represent years may begin producing fase data or fal
atogether when asked to reference dates after the year 2000 (the Y 2K problem).

The purpose of this research wasidentify best practices and suggest Srategies for implementing
and managing year 2000 (Y 2K) readinessfor the Y ork County Department of Fre and Life Sfety.
Higtorica and action research methodol ogies were used to answer the following questions
1 What isthe Y 2K problem and how could it negatively impect fire departments?

2. Have best practices been devel oped for identifying and correcting Y 2K problems?

3. Wha grategies should be adopted to ensure that essentid fire and life safety sarvicesto York
County dtizens are uninterrupted in the event essentid infrastructure sysems or sarvices effecting life
ety fal on Jaruary 1, 2000?

Through the higtorica research a definition of the Y 2K problem was deve oped and evidence
provided asto the types of problems which fire departments could expect to experience asaresult of
the Y2K problem. The research dso identified best practices for remediaing the Y 2K problem.
Fndly, the reseerch identified opportunities and suggested drategies to ensure thet essentid fire and life
safety sarvices will continue uninterrupted by Y 2K consequences. The opportunities and suggested

drategies were usad to prepare the reports find recommendations.



The recommendations induded: haghtening avareness of the Y 2K problem;
devdoping aY 2K compliance management team; developing and adopting a'Y 2K compliance
management plan; developing and exerdising a'Y 2K contingency plan thet pardlds the emergency plans
usd for other types of community wide disagers, re-engineer low tech optionsfor critical but
technologically dependent fire department sysems, processes, and services, developing apublic
awareness campagn to prepare the dtizens of Y ork County to plan gppropriatdy for Y 2K
conseguences, and, take advantage of the many varied sources of information thet are avalable to

reman informed on Y2K issues
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INTRODUCTION

The widespread computer software programming practice of usng only two digitsfor the year
to save space in the Sorage of dates has created a Stuation which may cause many computers, software
programs, and technology-based systemsto produce errors or fail completely on or before January 1,
2000 because of thar inahility to properly account for the millenium date change. Upon learning of this
problem, executive fire officers of the Y ork County (Virginia) Department of Fre and Life Safety faced
the formidable task of finding and fixing the problem in dl of thar affected sysems. They weredso
responsible for devel oping contingency plansto ensure the continued provison of essentid fire and
rescue sarvices past December 31, 1999, should locd infragtructure systems or services with an impact
on life ety fail.

The purpose of this research was to identify best practices and suggest srategies for the
implementing and managing year 2000 (Y 2K) reedinessfor the Y ork County Department of Fre and
Life Sofety.

Thethree primary questions answered in this pgper through historica and action reseerch
methodology are
1 What isthe Y 2K problem and how could it negatively impact fire departments?

2. Have best practices been deve oped for identifying and correcting Y 2K problems?
3. What drategies should be adopted to ensure thet essentid fire and life safety servicesto York
County dtizens are uninterrupted in the event essentid infrastructure sysems or sarvices effecting life

ety fal on January 1, 20007



BACKGROUND AND SIGNIFICANCE

Hre and rescue servicesin Y ork County, Virginiaare provided by the Y ork County
Depatment of FHre and Life Sefety. The department is a combination career and volunteer department
with over 180 membersthat operae out of acentrdly located adminigtration building and Sx detions
located drategicdly throughout the County. The Department is mede up of the Office of Emergency
Management and four divisons, Fire and Rescue Operdtions, Prevention and Life Safety, Technica
Savices and Specid Operaions, and Emergency Communications

The Y ork County Department of FHre and Life Sefety isamoden suburban county government
fire department. Protecting gpproximeatdy 52,000 people, and responding to over 8000 emergency
cdlsannudly, it provides awide range of sarvicesinduding fire protection, code enforcement, fire
ingoections, plansreviews, fireinvestigations and public fire and life sfety education. The department
coordinetes the county’ s emergency management activities, provides fire suppresson , emergency
medica sarvices, rescue sarvices and hazardous materidsincident responses. It dso provides
professond fire and life safety training and training program administration; command support services,
information management sarvices, computer network adminigration; grant administration sarvices, victim
and occupant/owner assstance sarvices, gpedia events coordinaion; water and dive rescue; and,
technical rescue.

The department is respongble for dl of the county’ s emergency and non-emergency wirdess
communications systems induding; two-way radios; cdlular telephones; pagers, and radio towers. It
maintains and manages the County’ s public safety ansvering point (the Y ork County Emergency

Communicaions Center), and its Enhanced 9-1- 1 communications sysem. The Emergency



Communications Center uses acomputer aided digpatching sysem (CA.D.S), aswel asa
computerized Heed' s Up system (an address indexed occupant pre-exigting and specid needs data
base).

The Y ork County Department of FHre and Life Safety’ s career and voluntear personnd provide
anumber of vaue added programsto the ditizens of Y ork County from its Six “Neighborhood Fire
Sations’. Theseprogramsindude child safety seet ingpections; blood pressure checks, Fle of
LifeMedicd Informetion Cards, smoke detector inddlation; the temporary deployment of agpesd
awareness radar traler; and, in-home assessmentsfor fal prevention.

The department uses the full range of public venues from dvic organization medtings, goecid
event programs, tours, fire station open houses, Satic digplays, emergency medica gandby’s, and local
cable tdevison programming to educate the public on its misson and present important life ssfety
information/messages.

The department’ s gpparatus and equipment are date of the art, routindy maintained and
replaced on aregular schedule. Thefleet contains afull range of emergency response vehides,
induding: fire engines (triple combingtion pumpers, tdesouirts, paramedic-engines, and rescue-engines),
an aerid ladder truck, atanker truck, brush trucks, rescue trucks, advanced life support ambulances,
utility trucks, commeand support van, boat, $eff cars, and gpecidty tralers

The department’ s management and adminidration is provided by professondly trained and
educated executive fire officers and managers, asssted by professond saff usng modern public
management practices, performance effectiveness measurement sysems, and gppropriately promulgated

professond fire service/government sandards and procedures.



The department’ s members participate in regiond and satewide government, emergency
manegemeant, and fire sarvice organizations and initiatives. The department dso provides, aswdl as
draws upon, mutud ad as needed to ensure effective and efficient regponses to emergendies.

At evay levd andin dmost evary attivity, the Y ork County Department of Hreand Life
Sd ety rdies upon some form of computer, software program, or technology-based sysemsto hdp it
achieve greder effectiveness and efficiency in providing its essatid life sefety servicesto the citizens
and vistors of York County, Virginia

Inthe summer of 1998, executive fire officers and managers of the Y ork County Department of
Hre and Life Safety were tasked with ensuring that the department’ s operations and equipment would
not be effected by a computer software problem cdled year 2000 or Y2K. The year 2000 wasthe
date when the software problem, if uncorrected, was supposed to cause affected computers and
computer operated/controlled sysems to cease functioning correctly.

This research paper will provide areview of whet the Y 2K problem isand how it could
negatively impact fire departments. 1t will identify the best practices that have been developed for
identifying and correcting Y 2K problems. It will aso suggest Srategiesto ensure that essentid fire and
life sfety sarvicesto Y ork County ditizens are uninterrupted in the event essentid infragiructure systems
or savices effecting life sefety fail on January 1, 2000.

This paper spedificadly rdaesto the Nationd FHre Academy Executive Fre Officer
Program’ s Strategic Management of Change Course because of the program’ s assertion thet the
executive fire officar mugt be cgpable of meeting the chalenges of dynamic times, managing and

fadlitating the changes that occur in his or her organization, and ensuring the qudlity of service



LITERATURE REVIEW

Severd types of literature were reviewed as part of the higtorica research for this project. Web
Stesaddressing Y 2K issues were visited and the information reviewed. Loca government and
information technology indudtry Y 2K Project Management Plans were reviewed. Also reviewed were
texts; newspaper artides; business publications, and, management, government and fire sarvice
professond publications. Fndly, Y ork County memoranda, correspondence, and reports were
reviewed.

Theliterature review was conducted with three mgjor areas of concern in mind, eech one
coinciding with one of the research questions the project was trying to address the Y 2K problem and
its potentid negative impact on fire departments; Y 2K reediness best practices; and, Srategiesto ensure

that essantid fire and life safety sarvices are uninterrupted by Y 2K conseguences

The Y2K Problem and its Potential Negative Impact on Fire Departments

It is cdled the Millenium Time Bomb (Harwood,1997), Time Bomb 2000 (Y ourdon, 1999),
the Y2K Bomb (Thorp, 1998), the Millenium Bug (Grill, 1998), and Y ear 2000 Problemor Y2K .
The problem is actudly the result of a convention which predated computers. That convention was the
use of two digitsto identify agiven year in aknown century.  Humphrey ( 1996), reported thet early
computer programmers continued the two digit year reference convention to save vauable programming
time and codlly data Storage space. Astime passed, the origind reesons for continuing to use the two

digit year convention disgppeared (1996). However, the practice was not changed (1996).



Corbin (1996) found thet the two digit year reference will create a problem for the computers,
software programs, and technol ogy- based eguipment when on or before January 1, 2000, the systems
try to use the two digit year reference to represent the year 2000. She stated that when that hgppens,
sysems using the two digit year reference which have not been converted, modified or replaced will
begin to develop erroneous data, or fall dtogether.  Chandrasekaran (1998) Sated that most systems,
this event will occur when time movesiinto the new century, a midnight on December 31, 1999, For
other systems, it has dready begun to hgppen. Some systems that compute dates into the future for
scheduling or to caculae finances for ingance, are dreedy beginning to demondrate problems. “More
then four in ten U.S. companies, according to one survey, have dready encountered Y 2K reated
sydem falures’. Regardless of precisdy when they begin to experience problems, unmodified sysems
which use date references will be unable to recognize or ded properly with the date references from the
next century. (p. A24)

Severd authors (Corbin, 1996; Chandrasekaren,1998; Davis 1998;Y ourdon ,1999)
demondrated that the estimate of theimpact of Y2K on sysems, services and even whole economies
varied greatly from one source to ancther. Powdll (1998), dated that “wildly differing scenarios, which
range from gpocayptic to * busness as usud, suggest that there is much about the Y ear 2000 Problem
that ishard to predict. (p. 1).

Suiter gated in his October2, 1998, testimony before the Specid Subcommittee Onthe Y2K
Technology Problem, thet; “The Y 2K technology problem involves severd dimensions and touches
upon nearly every aspect of day-to-day businessintheworld.” (p. 7)

Chandrasekaran (1999) reported thet the cost of repairing, modifying or replacing the two digit

date references with references that will recognize and gppropriatdy manipulate new century dates has



been estimated a over $50 hillion in the United States and between $300 hillion and $600 hillion
worldwide. $600 hillion goproximetes the entire amount spent annualy on new informetion technology
according to the Information Technology Assodiaion of America swhite pgper The Year 2000
Software Conversion: Issues and Observations. Chandrasskaran (1999) He further reported that
the Federd government codtsto correct the Y 2K problem is expected to exceed $7.2 billion dollars.

Davis (1998 ) reported that as high asthe estimated costs of Y 2K preparedness found in the
literature are, they only represented the cogts of finding and converting or modifying the millions of lines
of computer coding in Software programs. They do  not indude the cogts of dedling with the hillions of
microchips with dete references embedded in technol ogy- based eguipment and systems. Grill (1999)
reported thet of the esimated 400 hillion chipsin existence, as many as4 hillion could have adate
problem.

The Internationd Technology Association of America (1998 ) aso reported that mogt Y2 K
cogt edimetes dso do not indude the cost of handling and or mitigating the failures expected from
unconverted computers, software programs, and technology-based sysems. Davis (1998) wrote that
cog edtimates of handling the worldwide consequences of Y 2K related problems have been reported
ashigh as$2 Trillion ddlars

Ann Caoffou, aY 2K andyg with aconaulting firm is quoted by Chandrasekaran (1998) as
having characterized Y 2K as*one of the mogt expensive, labor-intendve, time-consuming problems
mankind has ever faced.” (p. A24)

As modern sarvice organizations fire departments are not congdered immune from the effects
of the Y 2K problem. Harwood (1997) cited that the Gartner Group, awel known independent

research group which has pedidized in consulting business and government onthe Y2K problem, sad



thet “Althoughitisnat likdy thet fire sarvice sysemswill be the hardest hit, any mgor mafunction
could have amgor impact on public confidenceinthe sarvice” (p. 2).

Grill (1998) however, pointed out adisturbing trend, saying; “Many fire department and EMS
[emergency medicd sarvices) leaders haven't begun deding with the potentia problemsthet will directly
and, probably more significantly, indirectly affect their departments and communities” (p. 31)

Brown (1998) dated in aletter sent to fire departments, leaders and organizetions throughout
the County, thet Y 2k might be felt “ operationaly and adminisratively” by thefire sarvice: She noted
thet “dmog any dectricd device may be effected, induding security sysems, communications and
digpatch sysems, 911, reporting sysems, and the microcomputers that help run goparatus and dimeate
control sysems.” (p. 1).

Kopczynski (1998) exhorted the chief officers and divison managers of the Y ork County
Department of FHre and Life Sfety to review “ radios, vehides, medicd equipment, phones, computers,
CA.D.S, [Computer Aided Digpetching Sysemd , darm sysems, radiologica monitoring equipment,
gas detectors, vehides, etc. “ for Y2K compliance. In addition he asked thet they “identify other
sysems, equipment, etc., that may effect our [the department’ s operation or require aresponse, etc.,
when Y 2K gets here, such asdarm sysemsin County buildings and other occupandies” (p. 1)

Harwood (1997) dated thet fire department computers and technology-based systems should
be checked out and corrected as necessary to avoid Y 2K related errors and operationd problems thet
may put the public they sarve d risk. He dso dated thet fire departments need to evduate ther deta
sharing and links with outsdde organizations and sysems for potentid Y 2K problems

Grill (1999) painted out thet fire departments may not only haveto ded with thar own Y2K

rated sysem failures, but perhgps those of the community’ sinfragtructure or servicesaswel. He



dated thet to the extent that those systems or sarvices are essantid to ditizen' slives and safety, thefire

department will have to prepare solutions.

Y2K Readiness Best Practices

There are excdlent examples (Harwood, 1997; Information Technology Associaion of
America, 1998;Los Angdes, 1998;Brown, 1999; Y ourdon, 1999) of best practicesfor Y 2K readiness
to be found in the information technology, government, and management literature. Two modds used by
fire departments,

The City of Los Angeles Year 2000 Compliance Project (Los Angeles, 1998) and the Year 2000
Compliance Guidance Notes for the Fire Service ( Harwood, 1997 ),provided the mogt direct
goplication to the research ams of this project.

(Harwood, 1997; Information Technology Assodiation of America, 1998,Los Angdes,
1998;Brown, 1999; Y ourdon, 1999) al emphasized the importance of Y 2K compliance projectsto
have the highest level of organizationd leadership support for both resource dlocation and to sugtain an
extendve program of change management.  Harwood (1997), The Information Technology Assodiation
of America (1998), and Los Angdles (1998), dl recommended that business case sudies may haveto
be prepared before chief executive officers understand the importance of  supporting the Y 2K
compliance initidive as amgor change managemeant program. Harwood sated that such support was
essentid to ensurethat Y 2K solutions were based on a* proper business evaudtion of the dternatives,

rather than knee-jerk technicd reaction.” (p. 4)
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Although Los Angdles (1998 ) divided their Y 2K compliance plan into Six phases and Harwood
(1997 divided the British Home Office plan for locd authority fire brigades into five phases, both
plansinduded the following generd dements avareness, assessment/evaudion; corrective

action/remediation; testing/vaidation; and, implementation.

Awareness

LosAngdes (1998) and Harwood (1997 )described the awareness dement of the plan asthat
which educates al members of the organizetion in the nature and extent of the Y 2K problem. Los
Angdes ds0 used thisdement as an ongoing portion of the change management program to provide
“information, training, and tools’ to hdlp fadilitate the Y 2K compliance plan. (p. 14)

Assessment/Evaluation

Both plans (Harwood, 1997;Los Angeles 1998 ) described the assessment dement asthat part
of the plan which definesthe scope of the organization's Y 2K risk. Thisdement involved an inventory
of dl of the organization’s computers, software programs, and technology-based systems, an evauation
of their Y 2K compliance, atriage of thar individud criticdity to the provison of the organization's
essntia services and the prioritization for remediation of thase which are found to benon Y 2K
compliarnt.

LosAngdes (1998 ) dated that the assessment eement should indude “dl computer systems,
incduding; automated business gpplications, packaged software, office suite products and associaed
interfaces and information trading partners, fadilitieslequipment and criticd supply chains” (p. 15)

Corrective Action/Remediation
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Both plans (Harwood, 1997;Los Angdes, 1998) emphasized the importance of corrective
actions'remediation method to be chosen basad on sound business practice. Los Angeles (1998) Sated
that the decison should be based on the type of item or system, itstriaged importance to essantid
SAViCes its priority amongs sysemsto be made compliant, the time and resources available, and
whether or not the item or sysem interfaces with others sysems. Harwood (1997)continuoudy
sressad the importance thet abusiness advantage be sought in dl Y 2K compliance remediation.
According to Hawood (1998) “Smply fixing the date problem in exiging sygems will diminate risks
and sscure operations. However, it is an essantidly serile and unproductive invesment, reectivein
character. The point isthet if sysems have to be ‘opened-up’ in order to tackle dete issues, it may well
be possble to achieve some additiond improvementsin their performance, rdiahility, or functiondity.”
Harwood (1998 ) dso pointed out thet the cost of remediaion may in some ingances make
replacement of theitem or system the best business option. (p. 9)

Testing/Validation

Both Harwood (1997 ) and Las Angeles (1998 ) described the testing/vaidation dement as
that activity which would probably occupy the grestest amount of an organization’ stime and resources.
Both sources documented the importance of testing remediated items individually, interfaced within the
sysems with which they trade information, and as an entire process, i.e, the processing of an
emergency digpatch from the recaipt of a911 cdl to the report of ariva of the emergency unit on the
sene.

Implementation

Themodd plans (Harwood, 1997: and Los Angdes, 1998) destribed the implementation

dement asthat part of the plan which reguired the monitoring of remediated computers, software
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programs, and technology -based sysemsto ensure that they continued to work properly when re-
integrated with existing equipment. Both sources dated thisto be acritical dement of the plan, painting
out thet the remediation and use of computers, Software programs and technology-based systems,
especidly those which involve data sharing, sysem interfaces and networks occur in dynamic
environments,

Harwood (1997 ) pointed out that the implementation dement should s indude contingency
plans for working without or around systems essentid to the misson of the department should it become
impossible for them to be made Y2K compliant intime. Taking thet one sep further, Los Angdes
(1998) induded the preparation and customization of eech organization’s emergency management
plans to ensure the continued provision of essentid sarvices should there be acommunity wide
disruption of critical services uch as power or communicaions, or supplies, such asfood, water, or

fud.

Strategies to Ensure that Essential Fire and Life Safety Services are Uninterrupted by Y2k

Consequences

Y ourdon and Y ourdon ( 1999 ) suggested the fallowing srategies for individuds, organizations
and governmentsto prepare for the possble Y 2K conssequences: identify possiblerisks, evduaethe
likelihood the risk will occur and the impact such arisk would haveif it did oocur; regularly monitor the
risks for increesng or decreasing evidence that it may occur; become proactive and develop action
plansto ather diminete the risks before they occur or minimize their impact; and, develop reective plans

to minimize unforeseen risks thet develop.
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Forgter (1998) wrate of the importance for emergency managers to assess the probable
Severity and duration of Y2K consaquences so that they may develop mitigetion plans and cods
Lubbock (1998) and Frehouse (1998 ) reported thet the communities of Lubbock, Texas and
Montgomery County, Maryland conducted Y 2K drill Smulaionsto assg with identifying possble
problems and solutionsto Y 2K infragtructure, sysems and supply failures

Grill (1998) sated thet contingency plans should address the disruption or loss of: “dl utilities,
such as dectriaity, water, gas and phones, food supplies; public sefety; hedth care services, government
payment to individuas and organizations, and, resdents mogt at risk, such asthe dderly and those
requiring medication or home oxygen ddivery.” (p. 33)

Hayes (1999) wrote of the need for contingency plansto contain amethod of providing the
public information with which to “meake cdm, rationa decisons’ on how to be properly prepared for
possble Y2K disruptions. (p. 16)

Hayes ( 1999 ) dated that “ultimately, communities that will fare best will be those thet posses
the characteridics thet encble survivd during any mgor crids asolid communications infrastructure,
cooperaion between public- and private-sector offidas, adtizen base thet isaware and
psychologicaly prepared, astrong sense of priority about the hedth and sefety of ditizens and a
contingency plan that it well-rehearsed and eesily implemented.” (p. 15)

PROCEDURES

Thedirection and procedures for the selection and conduct of the higtorical and action reseerch
methodology used by this project was obtained through the Nationd Fre Academy Executive FHre

Officer Program’s Executive Deveopment Course. The sdlection of the topic was determined when the
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author returned from the Nationd Fre Academy Executive FHre Officer Program’s Strategic
Management of Change and learned thet he was going to have to ensure that his divison was Y 2K
compliant.

County government memoranda, and e-mail were the firs documents to expose the author to
the subject . Discussons with other Department of FHre and Life Safety divison headsreveded a
generd lack of knowledge about how to determine what might be impacted by the Y 2K problem or
how to fix it once found. Smiler discussonswith other locd government officids reveded asmilar lack
of aufficent knowledge on the subject to develop action plans.

Aninitid search of fire, emergency medicd sarvices emergency sarvice, municipa and county
government professond periodicas produced severd artides describing the problem and urging action
but providing very littlein the way of best practices or actud drategies. Thislack of subdantive
discusson of Y2K issuesin professond fire service literature corgtituted the mgor limitetion of the
research.

In October of 1998 the author received a copy of apamphlet printed by the Federd
Emergency Management Agency United States Hre Adminigiration entitled Year 2000. This pamphlet
listed @ number of information Sites on the World Wide Web that were dedicated to the Y 2K topic. A
search of the World Wide Web quickly yidded information on the nature, cause, and potentid impact
of the Y2K compliance and associated legp year problems. Web Stes discussed federd and Sate
government Y 2K initiatives.  Continued search of the web stes dso yidded a number of sources
which soedificdly discussed the Y 2K issue s potentia impact on locd government and fire and rescue

savicesin paticular.



15

The next phase of the literature search was conducted by computer. The author accessed the
Nationa Fre Academy Learning Resource Center’ s Online Card Catd og from the World Wide Web.
Sevead titlesfrom professiond journds and books on the Y 2K problem identified in the search were
obtained from the Williamsburg (Virginia) Regiond Library and the Virginia Beech Fre Training Center
Library.

Additiond seaerches of busnessand management literature yid ded the mgority of subgantive
informetion on managing Y 2K compliance issues and norn-compliance conssquences. The search within
the business and manegement literature was quickly narrowed to the fidds of informetion technology,
information sysems management, and locd government. Best practices for managing the 2YK
compliance project were found within this area

A search of locd government emergency management literature yid ded a number of resources
and modd s for conseguence planning. 1t dso provided anumber of examples of community
preparedness exercises designed oedificaly to test the response to fallures of essantid infragtructure
sydemsand sarvices. Thislater review was conducted in search of lessons learned and suggested
grategiesfor the Y ork County Department of Fre and Life Safety to employ in itsown contingency

planning process. This congtituted the action research methodology involved in the project.

RESULTS

Theresults of this reseerch project will be organized in response to the three origind research

questions.
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1 What isthe Y 2K prablem and how could it negatively impact fire departments?

Theliteraure gave ample definition and description of the Y 2K problem, what caused it, and
how it came about. 1t presented evidence of how it could affect computers, software, Software
programs, and technology -based sysems which use and/or share the two digit yeer referenceif not
mede compliant or replaced. In addition, the information technology, business, management, and
government professond literature, explained in detal the scope of the problem and the many varied and
unigue problems assodiated with Y 2K compliance change manegemeant efforts. 1t explained why some
Y 2K rdated erors and failures have occurred and why they will continue to oocur regardiess of the
efforts expended to correct the problems.

The research showed thet fire departments can expect to be negaively impected by the Y 2K
problem. They will be negaively impacted by :the time and resources reguired to manege their Y 2K
compliance effort; the errors and failures of their own computers, software programs, or technol ogy-
based equipment; or, the need to plan for and regpond to the failure of essentid infrastructure systems
or savicesin the community.

The reseerch d o highlighted the fact thet the Y 2K problem provides wel led and wel managed
fire departments to: conduct atop to bottom evauation of their sysems; improve or totaly re-enginesr
sysems and savices for abusiness advantage: devel op contingency plans and dterndtive methods to
continue to provide essentid servicesin ahodtile environment; and, enhance its reputation for being well
prepared and the community’ s safety net in times of emergency. Regardless, the reseerch showed that

many fire departments are not preparing for the consequences of Y 2K.

2. Have best practices been deve oped for identifying and correcting Y 2K problems?
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The research presented excdlent Y 2K compliance management change plan modds used by
busness government and fire department organizationsto identify and correct Y2K problems. In
addition, it was interesting to note thet dl of the modd sincorporated the essentid dements of the
Change Management Modd  taught in the Nationd Fire Academy Executive Fre Officer Program’s
Strategic Management of Change Course (1996): andys's planning; implementation; and
evaludion/ingitutiondization.

Two Y 2K compliance management plan modds stood out in their demondirated gpplication for
use by fire departments to manage the Y 2K problem. Research showed that bath plansincorporated:
an avareness of the problem amongst the members of  the organization; an assessment of the nature and
extent of the Y 2K risk and an andlysis of the remediation options and costs; complianceremediaion
actions basad on sound business practice; individud item, systemn, and process testing/vaidation of
remediation efforts, implementation of amonitoring program to for remediated items, acontingency plan
for those itemsthat fail to be remediated in time, and alarger plan for the continuetion of essentid
savicesintheface of community wide disuptions of criticd sysemsand sarvices
3. What srategies should be adopted to ensure that essentid fire and life sefety servicesto York
County citizens are uninterrupted in the event essentid infragtructure sysems or sarvices effecting life
ety fal on January 1, 20007

The research provided many drategiesto asist York County FHre and Life Safety ensure thet
Y ork County ditizens receive uninterrupted fire and life sefety servicesin the event essantid
infrastructure sysems or sarvicesfal on January 1, 2000. Paticulaly atractive isthe idea of
developing a contingency plan for Y 2K consequences that pardlds the emergency plans usad for other

types of community wide disadter, exercisng the plan, and then using the reaulits to pre-plan and pre-
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podgition solutions to mgor sysem, sarvice, and supply problemsidentified by the exercise. Another
dtractive srategy was the idea of re-enginearing low tech options for criticd but technologically
dependent fire department Systems, Processes, or SVICes.

Ancther drategy was suggested by the increasing flow of Y 2K information on the World Wide
Web. Thisresource could be used by the Y ork County Department of Fire and Life Safety to remain
informed of the latest devel opments concerning thisrgpidly changing subject. Through the World Wide
Web's links, individuad managers could find direct acoessto Y 2K programs, grants, training,
remedition tools, consulting services, legidation, information, and, the products and lessons learned

from other organizations and Y 2K compliance plan managers.

DISCUSSION

The results obtained through this reseerch demondrated thet the fire service as awhole has not
mohilized its collective experience in the management of crissto take on the remediation of the Y2K
problem within their organizations or planning for the Y 2K consequencesin thar communities. Thefact
thet the mgority of the literature addressing Y 2K preparedness came from disciplines other than thefire
savice confirms Grigg's (1998 ) assessment that many executive fire officars are not adequatdly dedling
withthe Y2K problem. It gopearsthat in spite of the media hype and billions of dollars being soent
globdly by privete corporaions and governments to prevent or minimize the effects of the Y 2K
problem, fire service leaders are content to be reective indtead of proactive on the issue.

Theresults dso vdidated the Nationd Fire Academy’ s Executive Fre Officer Programs

ingstence (Nationd Fre Academy, 1998) on the importance of executive fire officers being comforteble
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with change management planning so that they can ded with the kind of operationd and busness
decisons that accompany “rgpid and functiond technologica changes®. (p. 1-2)

The ddfinition of the Y 2K problem obtained from the resserch was sufficiently detailed to
endure that executive fire officers would be adle to grasp the complexity of the problem, its potentid
impact on their organizations, and the possible ramifications for community infrastructures and essential
Svices

The best practices identified through the research provided adetalled framework for Y 2K
compliance project management. Mogt exciting wasthe dear direction it provided for the devel opment
of remediation decigons on the basis of good business practice with the god of obtaining abusness
advantege. This dearly demondrates the vaue of managing change versus being maneged by change.

Thisbest practices identified through this research aso demondrated that the fire service can
improveits organizationd effectiveness by sasking and employing best practices and functioning
collaboratively with the business and government professons in solving common problems. Each
professon bringsits own strength to such endeavors. Business' unigue “ bottom line gpproach” tends
to seek a product worthy of any spedific effort. The fire service brings a unique ability to problemt
solve, present and work-through dternaive solutions as it often must on emergency scenes
Government’ s power, media access, and public purse, can raise public awvareness, mobilize resources
and provide needed support.

The drategies to ensure the uninterrupted ddivery of essantid fire and life sfety sarvicesinthe
event of Y 2K induced infragtructure system or service fallures represent the most important findings of
the sudy in thet they represents the most productive work thet can be undertaken by fire department

organizations with the time remaining before January 1, 2000.
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Theimplications of the sudy for the Y ork County Department of Fre and Life Sdfety are
twofold. Firgt, the department should seek to employ the best practices identified in the research for
Y 2K compliance management.  Secondly, the department should develop contingency plansfor Y2K
thet pardld theexiding

community dissder plans

RECOMMENDATIONS

Asareallt of thisproject and in condderation of the Srategies availabdle to ensure
thet essantid fire and life stfety servicesto Y ork County ditizens are uninterrupted in the event essential
infragtructure sysems or sarvices effecting life sefety fall on January 1, 2000, the following
recommendations are presented:

Helghten the avareness of Y 2K and its potential negative impact on the department amongst
department executive fire officers and managers

Devdop aY 2K Compliance Management Team of executive fire officers and managers

Deveop and adopt aY 2K Compliance Management Plan based upon the
identified best practices

Compare the department’s Y 2K remediation actions to date to those suggested by the Y2K
Compliance Management Plan best practices

Becomeinvalved in the County’s Y 2K Compliance Management Team or become an

advocate for the credtion of such ateam if none exids



21

DevdopaY 2K Contingency Plan for Y 2K consequences that paralds the emergency plans
used for other types of community wide dissgter.

Exerasethe Y2K Contingency Plan when deveoped and use the resuiits to pre-plan and pre-
position solutions to mgor sysem, sarvice, and supply problemsidentified by the exerdse

Re-enginear low-tech options for criticd but technologicaly dependent fire department systems,
processes, and services.

Deveop a public avareness campaign to prepare the dtizens of Y ork County to plan
gopropriately for possble Y2K  consequences.

Take advantage of Y 2K programs, informeation, grants, training, remediation tools, consulting
savices legidation, products and lessons learned made available through fire service, emergency

management, management, information technology, and government sources on the World Wide Web.
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